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Abstract of
OPERAT IONAL CONS IDERAT IONS ON THE EMPLOYMENT OFý RESERVE COMPONENT

GROUND FORCES

The deployment and employmnent of large reserve component ground

combat organtizations can affect planning and exeCLution at the

operational level of war. While these organiz~ations are not the

ideal choice in termis of capabilities anid training levels, the

operat iona].l level c~ommander may not h--ave a choice i n certain

S.C e, ri C.ic:. Hi storical trends sincfe- the ou..tbreak-- of the F-rea

Wa-:r in 195F0 through th-.e 1.991 (3u1 lf War it ndic~ate that the

depi oyatent of 1 arg~e res.ervez componen"'t unlits to an operational

thes. eris a d-f i ni tE poe.s-.i bil1 ity that cannot be dismri sned. The

i mcd at ad direct .- ct .can be +elt ini thc.e areasýF.ýti cni

op',eýr-ationial lvlsynchronizat~ion and agil:i.ty. G~iven the mo-cre--

li mi tceLd capatbi lit ice' of l argersre con-iponient Utli t!e , an.'rd t~hei.r

subSequt-ent ef IFort on the c~apabiliit~ies of the freas at whol a:!

the oeation]c onmranl-.ndr rma-y re--ed to c.--on si der mo iFic tioeto

his campaign pl an. He miay also want to considcer those factors

Over which.- he ha,;s some control - deployment into the theater,

broad 1:raining guidan ce , c~ampaigon initiation so as, to, sh--ape his

force and his campaig.n pla inin a esynchronouF aner
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OPERATIONAL CONSIDERATIONS ON THE EMPLOYMENT OF RESERVE COMPONENT
GROUND FORCES

CHAPTER I

I NTRODUCT I ON

The deploymernt and employment of reserve component forces

can affect planning and execution at the operational level of

war. Effects can be both immediate and delayed, direct and

.indirect:. The orperatic.nal level commander and his staff must bc

aware of these effects - only then can the potential

complications be anti-cipated and factored into the planning and

exe uti on process.

The primary iccunz of this paper will be on the immediate and

direct effects, espec:ially as they pertain to synchronization and

agility at the o~perational level of war(. Other factors will alsio

be considered, esperciially as they apply to operational

depl oymert , br oad tr aininq"g c.u i dance, and c:: &:npai gtn i nit i at i on.

The focus will be on relatively large - brigade level or

equivalent - reserve ccmp•cn:-:•nt gro und combat units and the

possible o:peraat ional lae l effu:c ts of employing these maneuver

units suc:h as i nfantr y, mench.an:iz e:d l nf ant y, •r mor, or ar mored

cavalry.'

It is these recserve, ccmpon.icinernt maneuver units that are

historically the most controversial and difficult to integrate

with existing regular units at the operational or tactical level.

It is these formations that require a high degree of command and



staff expertise implicit in the assignment and execution of

standard tactical missions. 2

Two services possess such units -- the United States Army and

the United States Marine Corps. They exist in three separate

reserve components - the Army Reserve, the Army National Guard,

and the Marine Corps Reserve. For the purposes of this study,

the various reserve compoinents will be addressed in a generic

manner. unless otherwise specified. Irn a broad sense, all ground

coombat units share basi c c::mmonr' c::haract-ris'tics. They are

organizeccd arsd trained to figlcjht on land. Extreme violence and

adverse living conditions are•- the assumed norms. Ef+ective

leadership, discipline, espiriit de corps, and unit co hesi or-, are

absolutely essential .for milssi. on ac:complishmernt and survival in a

combat environment. In this respectl, grounid combat units - Army

and Mari.ne, re gular and reser,,e . are simlar.



CHA~PTER II

BACK*GROUN D

The traditional role of reserve ground combat forces has

beer- to "... Su~pplement active units in any especially large or-

protrac.ted deployment ... provi d~irng 1 a-tent. combat capability that

can be made ready when needed."' 2 Follo:wi ng from this, it has

been general ly undeirstood that "... ccert air reser-ve uniFIts muSt be

,Tai nt~ained at high raeadi ne~s. to assi st antrd umntresponding

-A(t I. yeý un; i tS. Th E d -e c i si j.o;n to- . mocb i. Ii e an . --.!ep 1 oy r e -Er ye

compISn fomtin Ri political onue. A F, su ~tch , it involves

o.i. .ic-y and c~rtcyconisideration--s. '3i.-,c ncr........ci sion -to

mob.i liz~e the reszerv"esis a poflitical dec~is~ion a-_nd i s made cat the.

h hetlevels, o-F ooivcrnment., th-e copera.--t . onza-l le-vel cominancer

will probab ly not. be inivolved. Converssely, t~he phvsi cal.

irltec...-raticon and ta.ctl.ic~ai emp 1 fcymet. of reserve componnt

forn.At ions is. (*eszsenitially, a chall1enige: for tac-ti cal e-vel

c:omm a-n ders_

Whzat. , thlen , are operi at. i ona]. 1.(ý eve uznsi dur at i one?~i- Is th~.h

ope ati na level cofr,,frznd-r- properl1y cocie civwi t h retserve

comrpc-nent employimenit c omp licat. :wi on e n; et.~y ~itr-e 0 e

stritegi r tacti cal in natu~re'? The instwt:r i s ysho L5

empl oyment of 1large reserve component. jr nund .n t s hs pý-otenlti±al

impact on pl anni ng and (:exeCU't~ion at. the:. operati~onal l ev el of war.

B~road national policy concc.erniing [hte_ iol e of -the rc,.eser-ve

component will probably remain with-in radi n pairameter-s.

A~lthough th-e C'i intcn admli n istrziti on haýý-is yet. to ~ 5~i ts--- own



national seCUrity strategy, no surprises concerning the reserves

are anticipated. Given the new administration's statements to

date, given the political and econocmic inclinations. of Congress

to maintain rese~rve. component force structure, and given the

shrink~ing size- of th-eý aCti-ve etb.ih ntit WOUld appear that

t1he basic rol e of th(ýe re~sezrv,ýe comrpcanmc~ents wilremai n coerst,-.inut

for- the fo sea :FuturI'e,

flur en].v ppL~~ imoely c:rt-- thr-ee pe-rcenrt. of th To t 1.

-Force grcound cobtunits areItc.cate-d in the reserve c:'pnn

Under the iDU~h BdiitainsFase Force proposal , put fort1h iin

1992,' atbo-utt *fort--1 Perc~ent cf he-3s Force ground combat un t a

woul.td hav resýided irn somlie type cf reev or c~adre stia-tus byv

.9'951 - hc gre wilnci:Ltedy chanlge. refl]. ecti nCi: the

Cl inton sdm i tr .. ric is oee wil I the

pc-?er- ce tz. ag s be ui±i :a t I 'k..t. e~ c:- d ~r ob a.b Iy nc::t - I o- f aýC:.. ýt

the re]. ati ye percentaqes': may-i- even- 5 1J lghI-,tlIy inT1C:re a s i n -Favk"o r o

cer- t~ai I I p~ free-y ~mc nt{c'mtio

What. a.-re tl -e im-rplications -for o-per atiaonal 1levelcomnd-

Gi yen hr urren r edcJLt i01 0on of 1( therl re-i o s h-Isme

numerouts regiona--l t-en si onjrs of thie po-ust.-Cbi c War era, the

r equ4L r 'ernenJt foir r-eFerve compon ant Cor -C-jUrd Un i ts may actuati-tl

increase in crinscenari'os, especially those i nvoi vi igic

multiple regional. cri ses. Eapl±5of some scen-ara os r-equir-ing

the activation, depi oymient a-.nd pasa;ibie employment of larwge-

reserve component ground Units are: Ei major regi oria-l con-ti oqency

of a protracted nat-ure involving si gnif~i cant numnbe~rs of Uninted

Statesý cr o md _F.r ces "a See'tcwtom" in w-,hich the emyfiaclht a.



effectively); a major regional contingency plus a concurrent

lesser regional contingency (a "Desert Storm" plus a Somalia-type

"Provide Hope"); or-, concurrent lesser regional contingencies of

a prolonged nature requiring activated reserve component units to

physically substitute for deployed regular units.

None of these scenar.ios necessarily requires the ccmmitment

of large reserve component combat units directly into the combat

or contingency cop:q::eratiLons themselves. However', some reserve

.componenit. ground units may be invcl,-ved, directly cor indir- ect. ',

in such a way as to have an effect on operational level planni-g.

For example, oparational commanders in quiet theaters may be

pp orti on :ed or L.oi g"ed rese.rve''.c c-.'' o net un its i li eu off

committi:e:d regular .uni ts.

Operat.i on "Dcsert Storm" :i s il'lustrative of several.

recurrinrg themes ad option s invol ving the employment of reservp

ccmponenot c.round 1i i.n term s of direc:t irnvolvement, conIly t1wo

Nat.:ional Guard -i1sd artillery brigades participated ini the

Army's pcr ti -on of the grcund campaign. The Marine Cori'p s

integrat:ed numerous Marine Corps Reserve (USMCR) armor and

artil er y un i t s i n to r eular org gan i at i on s at t he company./bra tt er. y

level. Two USMCR infantry battalio ns and a regimerntal

headquar t.e-r's we-re' empl cyed i n nccc-.Fsary, but ancii cary rci es.:

The battalions were employ0ed in rear area security and pr.:isonor

of war handling. The regsimental headquarters al so was employed

in a rear area security mission.

Wajs this reserve component :involvement signi.ficant? At the

po1litical and tactical level, :it was. At the operational. leveI l .V-i



since the ground campaign unfolded quickly, it was not. However,

what if the campaign had progressed slowly and more combat

formations were needed? Where would they have comQ. from? It can

be argued that, at this point, serious consideration would have

been given to the :iLntroduction of some of the National Guard

maneuver Lrigcade:, that had been mciili zed, but not det. dep].oyed

from the conti nental United States. Suc:h a deci sion would haye

been nsi4.gni f ic).aat at the c)per--a. io,,al r1 eIc4: war, espec: i ally as

r el at.ed to ( sy(:: roni t 1, A n I..,nd aQ I ity,.

"he-re is however , an O-st.e&b iisJhed and understar"idab I e

r el uctan, b/ I'he oErc ro mi i tary 1 eadersh ip to emp .loy 1ar crge
I C.i~.•: f l:, --Jai,,n Z :.,n tOe' battief:iejld. 'mis as. hi-.t.,:niri.al~ly,

root-,d a s ar f ac r as 1-Fe I. :rE-,rn War. , General Colin F:'c:i ,1e

re-,.:,enit.l y arti ul ated c::,r"ie a,-.pect of that !traditional reluctance.

"Wet' at, m r•:-.,;, .'.act ivs ;':rc~t(r:-s wt-hen w.,e at(.:-: talkingnt ab c'.tt (z:o-•i::, ir :1-.

arms fr'cc:¢.- mechaniz.d divisione., armored divisioins --- the rroc, t

sopha ,. ( .i c:,"•k•;, .n.;i-. •.e... Fo.:r t II a..' k J. l c:,.± pr of i.c:ien-c::y, fort .. .L at

ki nd ':f aL i. aity to:: it.:e-,rate all the armed f,-rc-es, you need

ac:ti.re unit that. train every day all year 1orcj. ' This nsi It

ey:ompa.ses~ both: oierat:iona1 ai-id t:a(-t.i c-l :ons derat ios

Dec.i si c:ns -aide dUl i ng the Gulf War' hi oh ii ut.d the

tr .-.d i'ti :n-al rciuc:t a:nc e to ernp.aoy large r'seer've c(:omij:)on-Hn-fr It Un i-:1

Two of the Army divisions which initially deployed to Siaucdi

Arabia - the 24th Division (Mechanized) and the 1st Cava-ilry

Division -- did so without their National Guard noundout. Lr-i qcdes.

Ir-istead , ac:tivye duty brigades were substituted.*"

0



Thiere is still controversy about the actual readi ness statuts

of -the -two National Guard roundout brigades left behind. Some

argue that inlstitu~tional bias and hidden agendas in~flueniced the

decision not to deploy themr.a T*he accuracy of this claim is

irrelevant-. The commona- perception is that they were not

su-fficiently ready. T7 percepticr on as bec~ome reality. A s:- on e

c omm~en tat or h-ia s ob s erved, thi a. N . t i on a]. Gu a.rd b rigLA d e:s...

we.re not ready to go an--d hnad to be rep I. a c:ed withI acti. ye t-2)rffiy

-un- i t S . 'Aind whn :hef two P.1a.ýt i.on ral 1 3u..ard u~n its f inally w-;ere

z. 1ctivatced, tChey v~re deered ure.ady for co~mbat an-d di siatch-ed to

the INa:--tina T...................3 1  inl th-e rHIol a-vej Desert.-I is; an

i Su LA E'' IIiCVIG LI* a]- tr E-.- :: ause c .i 'r I, e ,n t p1 I ant -Is ca. o *Fo

cOn EZ-t1h iri c) F I. . t Vi egcoba di V~lirion s to he Iac c

the- rest_-cfr v

t i: t 1h. C:7 c 1 ~ 1tc t~&K : : . he ojp E.,ra7.it ion.Ial I rm., l

corn 5ndL 'e:' s erve c:: ompo(_nent gr-ound units i n

~r C]h JrJ 1' t c(.ve~nr ins.i He may not want tu;

h e ", e? r- (T. ihr E.r<C:ýIu, 1~ c: ci c. Yet , res::er-ve qround unfitsar

Ce] td *~ E?-2 V] Ic ( C~batr&!ý-kcdv" than their act ive

r: cun 1- o r :2 * : (- 4 r h . n t11he opl t na1 1e-ve 1

c .r(nn crdo, LA L i Iith OU.t , reserve c oni:orterit

qrt.und crm'mbLat uii.t 6r. c r f :: ei.aroCSs thCD speCý(tr-umý C {

trainir1 q recln __Hwvrit-ey do pojss:es~s a certain ciegc-ree of

capability and, gi%,von ufI intimeandI( trai ni ngl, Couldc be

brought. upý to a mor.0'e o~met ielvlcf readi nes-s. Conti nLcency

reoCUi rem-rents , how-ever-, may limit thosce- tra ini ng opportuni t :.es.

.7



As a result, senior military leaders have been historically

reluctant to employ large reserve component formations in combat.

Risk and uncertainty are enhanced, especialliy in the areas of

operational level synchronization ar-d agility. For this reason,

among others, post- -Worl Id War I I ". .. reserve foarce pol icy has

been one of th-e mosst c:::ont~ent~i OuS, t.riscettiod , ccmpi icated , and

prerpleCxing aspects of the natio..na1 defc.F ense Calcul US..'"

Fr-Voml a rece-nt hi sto.ri;A1 ca elpct.y,1ar-ge r-C!Ser-lve

-comrponent cirouind conrbti[ f ormt Vi.c:n ave- piziyed roleCs inr sever al

post-V.orld War- II contingencarets. In the Ko.crean War-, both the

iir my ;tnd Marine Corps lip1oydIargce numtirbers oif activated rE:s1erv,.e

per-sornne-:l . iho, techni clua of eimrp It oym-went vari ci.: (d s a

foreshadowinrg of t~re.ndS Whi.t- hWOUld rrimani fest themselves zi 0 a i

:orrer -forty years late:r in the 1991 Gulf War', th? ArMy 'S focus w-aS

priamaril 1y on k.,nir ins: F, ::t-t..r deev iivi sa o,.ns were miob-ilized

in1950. The 4k-)th andi 451Ath In-fantry Diviin 'o- evnul.

dep 1 ocyed t~o Jzpan -F ojr 1-r.hrra'i. -ii nq The'y EnJ"tered combat , asci

uniits, in Decembrýer- 19351 anid January 1957;2. Trho? othie r- tL.wo

acti vate-U di visE. ons. w,:;t'e, dejui ov.C.i~e Lo ti-ire EuropeanW- thcea,.tre a ri

Nov*em er.1.915 1

h1-e Miar inre Cor-psi- e..mp .c~yedJ &i-a 1ternat i ye

a !p p ro a c Lag ih 2sof ar ie strist we:re act ivated anrd

utsez.d to bir-ing Undc-rstrrength act~ive u~nits u..p to coimbat strength.

While the contr-i butin Or- f Marine R'esserva sts was invaluable, no

large Marine Corps te-r k nits wFe:re (lep1 oyed as uinits. This

would also +oreshadow evnsin theý Gul f War- o:jf 1991.



Large reserve component units were mobilized during the

Berlin Crisis. Four National Guard combat divisions were among

the various organizations activated in late 1961.1 While none

of the divisions were actually deployed into operational

theaters, they were part of a strong political response by the

United States governiirent to Soviet pressure in Berlin. In

retrospect, these mobilized units c(onstituted more of a political

statement than a military capability.

Contrary to p, pular percepti cr.s, .oirme r eserve: component

formations were activated in 1968 during the Vietnam War. In

response to the Pueblo Incident in January 1968, aviation urJjts

from the Air Face Reserve, Air National Guard, and the Naval Air

Reserve were mobi2.Ized. Of more potential signi-icance at the

cpera-:.ionai level of w,'ar, howe-ver, was the fact that two Nati rna

Guard cormb ,t h rides.. ,ere mobilized a few we9eks l.ater in

response to the coliAI-n i st Tet OffensiwVe in Vi etnam. A s wth t11-

l arge v es.erve Jt:Liit! z!c :tivated dur .ri g the Bler-lin CrisiEs , the- c7

not deployed, -.Is ;nits, outside of the United States. One

brigade was ev 'ntc'm ]. I y demc-bi]2. ied, .jhile the ether rc'-:.plac:ed a

regular brigade of the 5th Infantry Divi sion thai-t had been

deplocsyed to Vietnam. •:2

Two general ized ctleservations relative to the .,eraticral

level of war c ýn be dr-a4wn froam these historical precedents.

First, large re-.erve combat formations are a tool that has bec-r,

"taken off the shelf" several times in the recent past. They, meay

or may not have been subseqcuently de:!ploeyed to operaticoral

theaters. However, mcbilizatior, made them avaki1abie f:-r p1a,

9



consideration and, therefore, of interest at the operational

level. The reasons for mobilization may have been primarily

military - as in the Korean War and the Gulf War. .Or, the

reasons may have been political - as in the Berlin Crisis or the

1968 mobilizations. Present-day operational level commanders and

their staffs must be prepared for similar mobilizations and

subsequent planning challenges in the future.

Secondly, readiness co:mplicati o:ns, both real and perceived,

.always accompany these large reserve unit mobilizations. Based

on historic al experience as recent as the 1991 Gulf War, there

will always be readiness deficiencaies. They are inherent in the

nature of reserve fcor-c:es and should not come as a surprise.

Rather, they should be expected and anticipated. Any readiness

deficiencies will ultimately become the operational commander's

problem once the reserve units are assigned to his theater. He

must be prepared to deal with the operational level effects irn a

r r;,alistic, constructive manner as he begins to assess the

:i.,medi ate impact that these reserve units may have on his

camnpaigon planning and execution. These ef-fects will be Felt in

he areas of operational synchroiz ati.on and agility.

1 02



CHAPTER III

OPERATIONAL CONSIDERATIONS - SYNCHRONIZATION

"Synchronization is the arrangement of battlefield

activities in time, space and purpose to produce maximum relative

combat power at the decisive point. Synchronization is both a

process and a result. Commanders synchronize activities; they

thereby produce synchrornized operations.""- This inherently

.difficult operational level challenge is made even more complex

when the uncertain calculus of reserve component unit employment

is considered.

The deployment and employment of large reserve component

ground combat formation s can affect operational level

synchronizaticwn in several ways. The first difficulty is with

integration and intercperability at the tactical level. While

this complication is primarily a tactical concern, the impact cran

also be felt at the operational level. That is the key concern

expressed by General Colin Powell when he referred to the need

for highly trained, active duty combined arms formations that

"train every day all year long."*2

In direct contrast to General Powell's observation, however,

Army planning during the late Cold War era envisioned employing

Army National Guard maneuver brigades to "roundout" existing

active divisions, inc luding mechanized and armored divisions.

This planning was rooted in the now outdated scenario in which

the U.S. Army was to rapidly reinforce NATO in order to defend

against the Warsaw Pact. In that scenario, the reserve compcr, ent
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brigades were absolutely essential. The apparent dichotomy is

perplexing. In the late 1980s, the National Guard brigades were

presumed to be sufficiently "ready" after just several weeks

post-mobilization training to face the Soviets. Yet, they were

not sufficiently "ready" to face the Iraqi Army in 1990.

Necessity was thie difference. The reserve component

brigades were not necessary in Desert Shield/Desert Storm. The

divisions could be physsically "rounded out" with regular instead

.cof reserve brigades. Theref-ore, the National Guard brigades were

left behlind. While the-re were many factors contributing to this

decision, includi ng the political timing of reserve mobilization

orders, synchrori zation concerns were undoubtedly an issue.

The largest reserve component element so far discussed in

the contemt of synchronization has been a maneuver brigade.

Usually commanded by a colonel, it is a tactical level unit.

Normally, three maneuver brigades are assigned to a division,

also a tactical 1.e, el urnit. Under the "roundout" concept, one

designated National Guard brigade would join wit-h two active duty

brigades to comp 1 ete th ae par-ent di visi n 's combat requi rement for

three brigades.

How do these i act.:i. cal level isEues translate to an

operational level cnu:nsiderab i, (n? At the operational level, the

concern is about possible degradation of the division's

performance caused by having asymmetrically trained maneuver

brigades. This could reducwe operational synchronization, tempo

and agility. Operational initiative could be thwarted by

premature tactical culmina, timg pic nts. Atrmy operational doctrinre
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is quite clear as to the relationship between training and

synchronization: "Synchronization need not depend on explicit

coordination if all forces involved fully understand the intent

of the commander, and if they have developed and rehearsed

well-conceived standard responses to anticipated contingencies...

such implicit coordination may make thtc di f . erence between

victory and defeat.".

Another synchroni zat i crn concer l ttr the oper-at.i onal 1 evel

-commander and his staff when employing large reserve componernt

combat formations has to do with the "... actual planning and

coordination of mo:'vements ... and 5uppcor, ting activities.""4 in

this case, the dimension can be exta:.nrded back rto the mobilization

process itself. As mentiooned ear liier, the decisi'on to activ•t~e

reserves is a political decisio n made by the National Command

Authority. It is governed by legisiat:•.on and detailed

r-egulations. Policy and strategy factors, not operational onEs,

often drive the timin•n and impl~emenitati r• of this critical

decision. The operational commander, lhowever, will have to live

with the operational consequoencAes. He miust antticip ate and adjLust

as best he can.

To obtain the best sync:hronrizatiron and agility possible

under the constraints of the campai:gn, th. opercational ccomander

may want to control the pace of force inte.grat.ion. By analyzing

the sequenc:e in which his reserve component: forces phase into the

theater relative to operational sync:hronrization, he can optimize

tactical integration. The Time Phased Force Deployment Data List

(TPFDDL) is his tool for doing this. The [FFDDL is normally
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based on active duty unit assumptions which may not be as valid

for reserve component units because they originate from widely

separate locations and do not train together frequently as

cohesive units. If synchronization is of critical concern to the

operational commander, he may require adjus.tments so that the

phasirng of reserve un i'ts better corresponds to the requiriements

of his c:ampaig.n plan. As FM-100 observes, synchr"onization

takes place fir-st in the mind oF the co::mman der..."'',

Speci-fically, the operational commandder must envision his

campaign plan in the light of potential synchrocnization and

agility degr~adat -ion caus-,ed by the use of reserve component

f ormatirons. Will 1 the c:ampaign plan need to. be ,i-oc mo dified? The key

issu• here is not small unit combat readiness, but rather the

level cf traininrg arnd sophist, istcati on of .th -,r. unit leadershi p

Sthe brigade level commanders and the:ir Itaffs. He can reduce

some of the synchroni zation friction by ensuring that these key

leadership cells are as well prepared as possible.

Inr some scer,•rios, the operational commander may decide that

the best way to prepare the key reserve component leadership is

to t.et. them in theatr e.. as soon as possible. T his w•.u1.d erharnce

"bondirng" and unit inrtegration at the tacti ical l-eve-l.

Furthermore, it would enhance "situatic'.nal .aware.ness" and fcc s

training priorities for the reserve component staffs. In this

way, tactical plans could be altered as required to allow for the

strengths and weaknesses of the reserve units. These

alterations, in turn, may necessitate adjustments to operational

l e'vel p1 ans.

14



CHAPTER IV

OPERATIONAL CONSIDERATIONS - AGILITY

Agility refers to the ability of units to "... be physically

and psychologically capable of responding to changing

requirements..." faster than the enemy. ' Also referred to as

"operational tempo", it is "...the ability to consistently shift

quickly from one ... action to another." Agility, li ke

synchronization, has both tacticcal and operational attributes.

In this case, we are concer ned with the rel.ationship of agility

to reserve component employment at the operational level of war-.

As with synchronization, the deployment and employment of

l ar-ge reserve component ground formations can affect operational

level agility in several ways. The first effect devolves from

irntegration and interoperability at the tacti:cal level. While

this is prrimarily a tactical concern, its impac~t is felt at the

operati.onal ler.al, also. The total capability of large tactical

"units, such as divisio:ns, could be degraded by havirng component

formations at differing levels of training and capability. The

formations at a lesser level of capability -- presumab]y the

reserve component units - would not be able to operate at the

same "opervational tempo" as the regular units. Their staff

action cycle and ability to react quickly on the dynamic, fluid

battlefield envisioned by current doctrine is assumed to be

deficient relative to well-trained regular units. The common

assumption is that command and staff functions are the weak link

in large reserve ground units.
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Recent experience from the Gulf War illustrates this point.

Regarding the Gulf War, the observation has been made that

"...large, stand-alone National Guard brigades were. unable to

deploy. Conversely, Marine Corps reserve combat units were

efficiently integrated into the force.`"" Ignoring service

labels, one could conclu.de that large reserve ground coombat 1:-i:s

were considered to be less than fully combat ready, whereas

smaller. company--ized unir-s vw.ere more acceptably ready.

In c ont r a.t to the fAr Iy'T approach , the Mar i ne C ci ps

utilized thousandZs o: f C.ro0u1-jd c•:iombat ri-eservists in O/peratior'

Desert Storm. The-y were integrrated into regular fomatic:•ns at

the cot.:? a rnyibatt•r-,., -zvel c.r l oer". Reser've cormbat battaii

were act ivate-d in cii:pi;-:•any," Uattery .:i z cd el ements arnd woven, t.y

unit,* into ex: ftrti ng a•.tive duty for'at, ons. This wor1-.'ed vc-I.

"Desert. Storm S t. c c], i I y p r 1cv the ef- i ci erncy oaf the Mar i;,

Corps' Total -r-ce pol icy . . . not only were the reserves -full

integrated irt t h, ni tial breach anid c::1 ose quarters battle- i:,

Kuwai t ... They qui ck ly integrated with their active compone:-.t.

partners, and in F 'e c ass outs:hisned them "

The fol011owiriq e;. ,miplce ill-ustrates the high level of

readiness that can be maint i ned by reserve componenrt

company--sized tri iS:

"Our Reserves performed well. Perhaps the best example of

effectiveness of this is found in Company B of the 4th Tank
Battalion from Yakima, Washington. This unit had been equipped
with M6OAI tanks, a system that is far different than the
more modern MIAI. After this unit was activated in November,
it completed a 23-day MIAI training program in just 18 days.
The unit arrived in Saudi Arabia on 19 February and went into
battle on 24 February. In four engagements during the course
of the war Ccmpany B destroyed 59 enemy tanks, about half of
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which were T-72s."

Upon closer examination, however, the Marine Corps actually

manifested the same reluctance to employ large reserve units as

did the Army. Marine Reserve ground combat units of battalion

size or larger- were not committed to maneuver combat as a unit.

Marine Reserve inf antry ýb,-talions. ere.-- employed, as units, t fr

such missions as rear area sectur ity or- prisoner of war- handlii ng.

They were not. emplcycid as manei'ver uli'te.
Based on proj(ct'ed :. e:r- v i 1s ' r" " oUr ost r ,, ecent wri .

some tentative readi res.s expe'Ct at i cns c an be i nIferred A direFc

relationship e,.ists b.ýet-weenr reserve unit siz:e anid readiness. T*[s.:

]iarger the tacti cal uninit. 't.he cir(Ier it takes to achieve an

acceptable readiness level. The smal lest reserve ground cOmmanrd,

a company/battery, can Usually be combat r'eady in a matter of tvorD

to four weeks. The Mar-in r, Corps vali dated this when comparvy

sized reserve cor:mands. were su:ce.-,ul].y integrated into acti..e

battalions duri.-g, sc'r"t-r ... •. hiediDesert. trm. On the other end

of the spectrum, National Guard maneuver brigades were perceiv.,d

as not being ready. Thse emergi ng o1pin:i. :n holds that it will t.-,Vco

"three or four months" .f:or" a reIerve maneuver bri iga de to be

brought up to an acceaptable level (-of r-eadiness. Divisions will

take even longer, pertiaps "about. a year`-".

Opinions vary about reserve combat battalions. Recent Gil f

War experience provides few clues about battalion level readiness

assumptions. While the Arrny's mobilization focus was at the

brigade level, the Marine Corps foc,.used on the other end of the

unit spectrum - companies and batteries. Both services
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essentially by-passed reserve battalions in the mobilization

process. The Marines did employ reserve infantry battalions in

Operation Desert Storm; however, they were not employed as combat

maneuver units. The inference is that they were capable of some

missions, but not others.

Based on these generalized observations, some time

assumptions for post-activation readiness levels emerge ... for

company-sized units - three to four weeks ... for battaliors --

.about eight, weeks. Br:igade.-sized elements wJill require around

sixteen weeks while divisions will require up to one year. The

key variable in this readiness equation is the presence of staffs

dea i ng w .h i ncreas g s y i , ,, op ' ot i (:: at e(d h fad quart e . urc .i ors.

At the oper-ational l.evel of war, t.he i ntegr-atonic of companI:'y or

battalion--sized reserve comprorn•nt u•mi't.s. is nf minor cornequence.

Br-ig ad(e level units, lhow:M.Jever, begiin Lo eff t ;t.he pl:annri•go

calculus. Agility for th? force as a whole. becco.,ese a matter of

speculation;, not calculati:on.



CHAPTER V

RECOMMENDA~T IONS AND CONCLUS I UN

The operational level c:ommander has some fle~xibility

conc ernii ng the emp 1oyiment o.-f r eserv e component un~itCs. He GIus:t he

aware of his opti ons so hhat h! car Feffect~ively synchronize, thl-e

iit~eciratiori of his force tc:' best supp.cwt. the campaign pl an.

Bcafore he exerc ises any option~s iver, Ihe. ishoiculd ci e avlav-ce ofr

- cr t a n"biaggage" that ac: compa i ESres"ve CAND~PO~C:.nct LAn itS.

Reser-ve combat units are not as ready across -the

capa:1zbiliiti E.5.-s spectr'Um aIS 1-'prti.ergul ar LUniits. Whil].e this

f act. is scl f --eva denit i t nteends to be h--onestly r ecogn ized by aL 11

parti es concerned. Gal ininq comrmandJc.-rS shCAuld not betuprI Ld:

this -fact -- it is inherent in the natu..re of reserve s:-ervic~e. e

c~hal I E-nque i to quiccT: 1 v build on- theý, Est. re n ct-.ht_- s a d t-ab ii -e

that exist in the reser-vp unitts so as toA. best prepare.. thiemr for

t hr.: r role in the uar-amv-iqn.

Relate.-d to Fyc.roi:'rionad i nteqrFattion is, ia.nothl-er

-tr aditi onal1 prub Ieiit - long standing atti1tuda-es a..nd j~rcp n

wh ich r eaý.ch 4a . e ai i n t.c. hit-story. I .ec'a t ag o.) n i. S.;als z.arI F-

espcialystrong in the A'rmy, vwheý.re te i-rd. tii -,vs. atctive

debatepredates the R~c.voli.ut.i or. Of im-tpor~t to the c era.a 3a

le-vel commander , and his tact ical sbriteare attitudes -:nd

perceptions which can add sV1-f-indL1Uced fri ct~ion to it'-Aff

functioning within -the force. *These should be avoided.

Specifically, the operational level commira-nder anid hi s staff canr



* II

set the tone for a professional, harmonious relationship betw.een

the active and reserve component officers.

The perception is prevalent within the reservEQ components of

"... active component officer ... arroqance toward, and an

ignorance of, the reserve component ... " to include ".

flagrant disdain for reserve component unit leaderslhip." snct.,

synchronization begins "in the mind of the commahder" , and is

m~eanife ested in "implicit ccoordinatio n [tlhat] may mae::•, ,he

.difference between victory and defeat", it stands to reasorn

that all components of the force must w.ork effectivel y together.

There is no room for counter-productive bias in an oper'atio-:n,,

theater.

Whereas the acti co • mOrpLrun i ty tradi ti onal 1 y harbors arrc :r: ue

and disdain, the reserves traditionally harbor unreal.istic

ex,.pec,:t at i ons abo.ut t hei ir on ] clvels of readiersEs. Whil. e sr.c :-

this is a product of a natural desire to enhance unit. moral.• - d

i dentrity, it car lead to serrious complicat ioens i th the acti i.

community upon mobilization. "Readiness" is a relative term.

under-stcood differently by different partie-s. % .... "vc-,

component leadership isi the final arbiter of "readi ness" upor

mobilization, and traditional differences in interpretation

inevitably aris£e. Therefore, serious friction irnOevitably occL:ur'

along the chain of command, possibly undermining cohesion and,

ultimately, synchronization.

Once the operational level commander is cognizant of some of

the traditional "baggage" that will accompany his reserve

formations, he can begin to exercise options in an in, formed
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manner. In general, the operational level commander has four

theoretical options available to him. The unique circumstances

of a particular contingency or campaign may precluqe one or more

of them. However, he should conceptually review all four.

First, a fundamental option involves the size of reserve

units to employ. This is the "big unit vs. small unit" question.

At the tacti.cal level, the choice is obvious - break down the

reserve formatio.v•n i ito small component.s and use thnem to fill

activey units. This e•.liminates the tactical synchronization ard

agility challenge of reserve unit command and control. It is the

traditior al Mrinre Corps approach. It. works. At the operational.]

l evel of war. how.ever, such a decision may subopti mi ze tactic'al

ef-ficien-cy at thti e.r'punse of operatiornal flelxibility. The

operational cc:mmander has to weigh this decision very carefully,

Pspecially i4 hre. in COMEeMpIat.irg a lorng, di -ficult campaig n.

A second fundamental option involves the nature of the

anticipated eomployme-nI t of the large reserve component formations.

If the operational level commander decides to retain the inherent

.le.xibility of large reserve units, he must provide general

cguidance on th.ei r mpiyment to his tacti n.al subordinates. He

may opt to use t hc, ir- n nercessary, but ancillary, roles. For

example - r_-r ar--, s:urity, priso ner of war handling, or

standard tactical m.ission• . of a Eupportinrg nature. This

recognizes the asymmetrical level of training between reserve and

active component Lunits and maximizes the more limited capability

of reserve formations. It also allows the reserve component

command and control structure to continue to train up to a higker
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standard. This could be critical in a long campaign where the

reserve component units will eventually be committed to perform

standard missions.

The third optioi, irnvolves trairtirng. The operatiorial level

commander must assess the type of training his force as a whole

will ultimately requ:IreC. -rhi5s 1ni-dCŽdes tie WUnique r equirerienth

of his reserve component Lir-Il ts in light of their role in the

campai gm,. Does the operat i ona1 1 evel c:,m mander r eCui r tactical

.pro1i-i ency or- i:er at i o(-a.i - i e:,z Ii b i Li t'y thr oughout the c armpain qn?

This may drive the dcisi orn tow.ar d training in theater or

u .. •of--h t h-. Dur ing what ph.ase in the campaign are the

rese'rve uni'ts reuni, red, and for what missions? Auswers to these

fundamental training questi ins may require TPFDD modifications.

The last 'optiorn i "',,rolves the cainpaign plan itself.

Throughout thi s itrratsi, v2 ocl:,ess, the operational commander s,,,ust

ccnsi der modi -ying his cami.:ai zk. n pl an. 'This is a diffiCic:,lt

de. :isic on which noes to 'he..eart 1:of synchronioatfion and agility

concer ns. A campaigri plan that does not correspond to -the

operational level -.-apab.,ities and limitations of -the, force as k

w.ihole is an invit at.io to f:ai I rt--,

In conclussion, the dep.loyment and employment of reserve

component grournd ,forcces can have significant effects on planning

and execution at the oj::,erational level of war. These effects are

both immediate and del ayed, direct and indirect. The operational

level commander, and his staff, must be aware of these effects

and anticipate and adIjttst for them..
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ENDNOTES

Chapter I

U.S. Army tlrminology is used throughout. These terms are

generally understood and accurately reflect the purpose,
organization, and equipriient of the unit. For the sake of
accuracy, however, it ,r-tust be noted Marine Corps ground combat
ur, its are organized differently. Fc.r example, the Mar ine Corps
possesses no mechanized infantry' or armored cavalry units, as
such. Neither does it poss-ess armored units larger than
battalion sized. The ground combat element of a Marine
Expeditionary 1-orce can be task orog.anized in such a manner as to
achieve some of the ch&'-Iacteristi -s and .ttribLtýes of mechanized
infantry or ]. ght armored cavalry. For the pur o es of this
_paper, a MIarine reqir mo..;nt is: considered to be the approx'imate
equivelant of an Army brig qade.

" "Maneuver" un, its are formations that are capable of
independent tactical maneuv'er on, the battlefield. They range
from company sized urnits cc-.fm.mande•.d by a captain to corps sized
formations commanded by a liýeutenant general. Maneuver units are

assi ctned responsibility for areas of the battlefield defined by
doctrinal control measures. Unlike combat support or combat
service support urit c::Commainders, maneuver unit commanders have
full dimenis-ional responsibility in time and space for their
assigned areas. Staff pl anrnirg must be comprerensiye and rap id
as maneuver unI Cs execute pe-ent miss-ions w-hi le si mul taneous.I v
plannirng multi.p1e .e :Futu;re, mi -S I o. 'he Corf'ip .o:x-ity of comTManrd ard
staff respons.i biiitties inicr',az•-es geometrxi c.ally as one moves up
th ie var'i ouis e'c hel orIs Of C:oCnM14La d.an.
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